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What's Happening? 
C. Rex Cleary 

Experimental Stewardship was authorized by the Public 
Rangeland Improvement Act of 1978. Congress asked the 
Secretaries of Agriculture and Interior to develop and imple- 
ment an experimental program which would provide incen- 
tives or rewards for the holders of grazing permits whose 
stewardship improved the condition of the lands. 

I have my own ideas why, in part, Congress asked for this 
experimentation. In the mid 70's, Congressmen were being 
bombarded by hostile constituencies. The various constitu- 
ent interests were locked in combat over the Bureau of Land 
Management Grazing Environmental Impact Statements 
that had been mandated by a Federal Court. I visualize the 

Congressmen saying—"Whoa, wait a minute. There must be 
a better way— a way to settle issues at the local level." 

Ultimately, the Secretaries jointly established 3 structured 
program areas for experimentation. The 3 programs are in 
Montana, Idaho, and California. The Modoc/Washoe area, 
the focus of this paper, embraces 2 1/4 million acres of 
Bureau of Land Management (BLM), U.S. Forest Service, 
and private land in NE California and NW Nevada. 

Historically, there have been a lot of cooperative planning 
and management efforts throughout the West with varying 
degrees of success. I have searched for the factors in the 
Modoc/Washoe Program that may go beyond the good work 
that has been done in the past. 

Let us look at some of these factors. 

Broad Representation 
The founders of, and participants in, the Modoc/Washoe 

Program see range management, or stewardship, as more 
comprehensive than livestock management. We have chosen 
to address all resources of the rangelands and to accommo- 
date, if possible, all needs of public land uses in our planning 
and management. Thus, we have attempted to incorporate 
representatives of those agencies, organizations, and asso- 
ciations having direct interest in land management in our 
area. Ranchers, county government, university range science 
departments, county extension service, Soil Conservation 
Service (SCS), Resource Conservation Districts (RCD), 
Agricultural Stabilization and Conservation Service (ASCS), 
Audubon Society, State Game Department, State Agricultu- 
ral Departments, Fish and Wildlife Service, and the National 
Wildlife Society joined the Forest Supervisor and myself as 

equal participants to operate the program. 

The Steering Committee has 21 members representing 2 
state political systems of the previously mentioned partici- 
pants. As much as possible, this is made up of management 

Fish and Game Department employee, a SCS employee, and 
one from the Forest Service or BLM. Others, such as repre- 
sentatives concerned with wild horses or archaeology, are 
added if warranted. 

We also have an Executive Committee of the Steering 
Committee. The Executive Committee meets more frequently 
to take care of details. Thus, the Steering Committee can 
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level representatives. They are not expected to be technical 
experts. 

The technical experts belong to Technical Review Teams, 
(TRT), that are assigned to problem solving for specific 
issues or specific allotments. Each TRT has a minimum of 5 
people with an environmental representative, a rancher, a 

Organizational Structure 
We have created a highly structured mechanism. 

Editor's Note: The author Is BLM District Manager in Susanville, Calif., and 
one of the participants of the program. This success story proves that if there is 
a will there Is a way. 
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accomplish more when it does meet, and concentrate on 
policy, process, and direction. 

Additionally, we have over two dozen standing subcom- 
mittees oriented to specific subject areas of work. Examples 
are subcommittees on Incentives, Wild Horses, Riparian 
Habitat, Grazing Fee Credit Experiment, etc. 

Work constantly flows at all levels of the structure. 

Goals and Operating Principles 
Rancher representative Jean Schadler, who served as the 

Steering Committee Chairman for the first 2 1/2 years, put it 
this way? 

'The Modoc/Washoe Program is successful, in part because 
we spent several sessions developing a common under- 
standing of each other's philosophical viewpoints. Then, we 
agreed to the philosophical principles under which we would 
act. We agreed that our long-term goal is to 'foster coopera- 
tion and coordination among the various users . . . and 
agencies' to achieve 3 objectives: 

1. Environmental improvement 
2. Integrated and improved management of all owner- 
sh PS. 
3. Through improved management, long-term stability 
of the economy. 

We still spend time and energy in philosophical discus- 
sions. We still frustrate and anger each other with our biases, 
assumptions, and fears. However, we agreed, early on, not 
just to let each other live, but to strive to improve the quality 
of life for all of us by advocating our own needs clearly, and 
hearing the needs of others." 

Congressional License 
We have a mandate for Congress. I am not sure how much 

this influences the working environment. But I do know that 
it made it easier to get a commitment when the Forest Super- 
visor and I first approached busy people asking them to 
dedicate a significant portion of theirtime to this effort. First, 
Congress had asked for the program. Second, the appoin- 
tees were, in effect, to serve on behalf of the Secretaries. 
Status in part maybe, but more importantly—influence. 
Someone at high levels would be listening to them. 

Experimental Authority 
This lends an atmosphere of excitment and challenge. The 

authority existed to try ideas that were new—even daring. 
Regulations could be waived (with justification) to search for 
new solutions to old problems. The program was not stifled 
by rigid policies, procedures, and regulations. 

Strong Agency Support 
The BLM and Forest Service provide strong backup and 

support. By this I do not mean clerical support. I mean hours 
and days gathering and displaying technical information; 
constant logistical strategies. My staff contends that they 
work much harder to prepare backup materials to send a 
TRT to the field than they ever did in a traditional mode of 
solving the problems themselves. 

There is an old adage that I feel applies here. "Why is there 
never enough time to do it right—but always enough time to 

do it over." We operate on the principle of doing it right the 
first time. In the end it takes less time when you have to do not 
have to do it over—and over—and over again in court. 

Consensus 

We agreed at our first Steering Committee Meeting to take 
the ultimate risk in a negotiation setting. We agreed that all 
decisions or actions of the Committee would be reached by 
consensus. For us, it means that all decisions, recommenda- 
tions, and actions taken by the Committee would be by 
unanimous agreement. Any issue not receiving unanimous 
resolution would be sent back to a working committee for 
further study or would be tabled. We extended this operating 
rule to all levels. No level of the structure can pass a recom- 
mendation on to the next level without unanimous agree- 
ment. 

I emphasize this because I feel the consensus rule has 
been particularly instrumental in the success story. Yet the 
concept of operating by consensus is controversial itself. 
The concept is frightening to some. Everyone was at least 
apprehensive at the outset. But, the longer it has been used, 
the greater is the confidence and trust in the process. I have 
been on the road telling the Stewardship story to a number of 
groups and organizations. Without fail, the notion of operat- 
ing by consensus has generated the greatest reservation in 
all I have talked to. 

William Ouchi, in his book on Japanese Corporate Man- 
agement "Theory Z," states: 

"American managers are fond of chiding the Japanese by 
observing that if you're going to Japan to make a sale or 
close a deal and you think it will take 2 days, allow 2 weeks 
and if you're lucky you'll get a 'maybe.' It takes the Japanese 
foreverto make a decision. True enough, but Japanese busi- 
ness people who have experience dealing in the United 
States will often say Americans are quick to sign a contract 
or make a decision. But try to get them to implement it—it 
takes them forever!" 

I see a parallel in our process. We have, and still do, take a 
lot of time, worrisome time to some, in taking our actions, 
But, the implementation is happening—easily! 

At the outset, one of our strongest critics was the Sierra 
Club. Nevertheless, they participated and served 
on some of our most controversial Technical Review Teams. 
Last summer at a tour we conducted for the National Cattle- 
man's Association Public Lands Committee, Rose Strickland 
of the Reno Sierra Club stated in part: 

"We have come a long way from (these) shakey begin- 
nings. Sierra Club members have learned a lot about range 
and wildlife resources. Some of us progressed from discov- 
ering that low sage doesn't get that way from overgrazing to 
learning that overgrazing doesn't always mean reduction in 
livestock numbers. And we're just starting. 

Jean Schadler, the rancher representative previously 
quoted, ended a recent speech by stating: 

"As a life-long participant in American movements, I am 

reserving judgment on the cooperative management move- 
ment until I see how agency professionals, as individuals, 
use this model program. If they embrace it, it will be a suc- 
cess. If they ignore it or rationalize it, it will bean idea whose 
time came and went. In the meantime, the Experimental 
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Stewardship Program saved the life of my family's business. 
That was our goal. That makes it a success." 

Experimental Stewardship Programs have been endorsed 
by the Range Resource Management Task Force of the 
National Governor's Association. In a letter to Secretary of 
the Interior William Clark, Montana Governor Ted Schwinden, 
chairman of the Committee, urged "expansion of the pro- 
gram and its management processes throughout the West". 
The letter was co-signed by Wyoming Governor Ed Herschler, 
and Idaho GovernorJohn V. Evans. The 3 governors said, "If 
compromise and stability can be achieved among social, 
environmental, and economic interests surrounding the vast 
public rangelands, they can be achieved in other areas of 
natural resource management as well." They told Mr. Clark 
"the experimental stewardship program should be expanded 
because it: 

1. Has become the most outstanding example of a sta- 
te/federal/public/private partnership in natural resource 
management. 
2. Has saved legal fees through the prevention of con- 
flict and litigation and, by targeting money and resour- 
ces for the most needy areas, has secured a better 
return for dollars invested in range management. 
3. Involves all people and interests at all levels in the 
decision-making process governing specific land re- 
source units. 
4. Places the highest priority on rangeland resources 
and their improvement and allows the management 
process to transcend administrative and jurisdictional 
boundaries. 
5. Encourages agency cooperation-reducing adminis- 
trative duplication- and facilities cooperation among 
public and private interests. 

After all is said and done, the results of the Experimental 

Stewardship Program may be suggesting a "philosophy of 
land management" as much as a process or technique. 

I am going to end on a philosophical note from a treatise on 
the forestry profession, but the principles apply to all land 
management professions. The following is from an article 
"The Myth of the Omnipotent Forester" by R.W. Behan, Uni- 
versity of Montana: 

"Dr. Zivnuska says (in his article "Forestry: A Profession or 
a Field of Work") all that need be said if we will take the time 
and expend the effort to consider it thoughtfully." 'The prac- 
tice of forestry involves the management of forests and 
related wild lands for the various ends of society. A forester is 

a manager of forests and wild lands for these ends.' 
It is when the professional forester arbitrarily determines 

those ends (or even clumsily tries to) that he most seriously 
violates our classless sociology and our democratic politics. 
Then is displayed the Omnipotent Forester: at his best he's 
an amusing anachronism; at his worst he can be dangerous. 
For the 'various ends of society,' in our unique society, are 
and will be set only by that society, and not by a professional 
class of foresters. It is when we as professional foresters 
either can't or won't understand this that we get the most 
rapidly into the hottest water. (And our forestry school train- 
ing helps us very little in sensibly avoiding getting there or 
capably getting out.) It is when we attempt to determine ends 
that 'pressure groups' become most hostile, challenging our 
leadership in resource conservation, and they do so quickly 
and properly." 

As I look at it, the Modoc/Washoe Program has come a 
long way in providing a process where society can "set the 
ends." Morever, my staff and I derive great satisfaction in 
both managing the process, and in managing the lands for 
these ends. 

Membership in the Society for Range Management... 

• is open to those engaged in or interested in the study. 
management. or use of range ecosystems and the 
intelligent use of all range resources 

• includes research scientists, ranchers, governmental 
agency administrators and technical personnel, 
teachers. students, and people from the business 
community • provides members with two p.blications-one on- 
ented to research (Journal of Range Management) 
and the other oriented to practical resource manage- 

• offers opportunities for face-to-face exchange of 
ideas at local, national, and international meetings 
of the Society. 

Dues vary according to type of membership and 
geographical section. For application forms and ad- 
ditional information, contact the: 

Society fOr Range Management 
27o0 West Fifth Avenue 
Denver, Colorado 80204 
(303) 571-0174 
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